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IAC MEETING ON QUESTIUN OF STAFF COORDINATION

BABHEITT: Uentlemen, this confersnce was called primarily to look into the
procedures which now control the coordination process, to take a look at the
mechinery ihich has been going without any major, overall change for nearly &
year and a half now in its present form, and which although functioning, produces
bumps and squeeks of proportions that seem unnecessary, and we wanted to look into
the matter and gee 1f the procedures needed amending, and if so, along what lines,

4s 1 said, it is primarily & question of the machinery, because it was
thought that at this level (whioh is definitely, as far as coordination goes,
the working level), matters of policy, such as those which are now before the
Standing Committee of the IAC shouid not properly be brought up or discussed
here, because this meeting would have no officisl standing in that regard,

The Department of State sent in a letter in August suggesting expanding
Agenda Item MNumber 1, by subdividing it into two parts, as follows:

"(a) The relaying to IAC Departments of requests within their
agsigned fields of substantive responsibility;

{b) The arranging for departmental contributions to
appropriate national intelligence papers.®

It seemed to me that those suggested items were rather an expansion of
Agende Item 1., whioh 1s entitled:

%], Exchange of information on initiation of projscts,®
It gets into matters which are now, as & matter of faet, in one form or another,
pending before the IAC Standing Committee, and I wonder if we could not stick to
the original agende rather than get into those matters which, it seems to me, are
more IAC and CIA policy than matters of coordination mechanism, so to aspealk, under
which we are now working,

EVANS:1 It is true, of course, thet things are being taken ap in & general way,
I think they are pretty essential elements, There are cther approaches which it
zight be more profitable to take up here, rather tian something entirely new, I
don't know whether there are any other members of ‘the v;cmmittea who are concerned
en these matiers or not,

BABEITT: It seemed ® me that thaet was probably outside the competence of
this conference, and it was certainly on a level which was not contemplated in
the wording of the original agends which was sent arocund, As I say, this was
conceived of originelly as a meeting to discuss machinery. I would prefer to
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keep it at that level, if you have no violent cbjection,

EVANS: I think the other matters will be discissed in time.

BABELTT: Then if there is no objection, I should like to gzet into the agenda
and discuss the first questiont "1, The Exchenge of informaticn on initiation of
projests.” The procedures for the coordination process are set out in DOI/1 and
DE1/2, In the past we have iried various forms for the exchange of information
on the initiation of projects, (Tnat is CIA projects, of course.) and there is no
question about it, the situation remains,from our point of view, entirely unsat-
isfactory.

In the first place, let me say that we have never been successful in getting
the information on projects in hand, or contemplated, from all c;f the agencles,
such aa is contained in our own Monthly Status Report. The exception is UIR. Ve
have received their Status Reports, tneir reports of projects in haend; but we have
never been succeasful in getting similar documents from any of the Military Agencies,
I don't know why, No active efforts have been made in the last six months or 8o,
so far as I am eware, but I should like to explore that question a bit. 1t is
obvious that & true coordination of intelligence production is impossible unless
there is a full and free interchange of information on projects in hand, or con~
templated, I see no way of preventing a econsidersable measure of duplieation if
everybody is working in the dark, Duplication in the finished projects can
probably be headed off, but at tnat there is implied a vwaste of time and effort.

Is there any reason why we can not exchange mforéabion on this basis? And
wind you, L don't consider thet the present exchange of the &énthly Status Report
is fully satisfactory. Ubviously you set out, elther quarterly or monthly, your
pious hopes for th‘é production of the following period, and as we all know only
too well, sugh programs are subject to interruptions by higher aathority at every
point, so that they are not the complete answer, of course. The exchange of those
programs is not the complete answer to the question. At the same time, 1t would be
of great assistance to us to know what line of work was econtemplated in the various
deparimental Intelligence organigations,

For instance, is there anything published in A=-2, Colonel Lovell?

LOVELL: 4 project system of the advance work we are going to do next month?

BABBITT: Yes.

LOVELL: Mot as such. As we operate over 't.here, 8 request for work comes
in and it is passed to the proper section for action, and it is more or less 'on

-2 -
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& day to day basis. Some projecis, of course, are long range in nature, and
others are twenty-four hour jobs.

BABBITT: %e all have that,

LOVELL: I don't believe we have the actual work program for the next month,

BABBITT: I'a there one in ONI?

HOMEL: Mot to my knowledgs,

BABBITT: In Army?

HoEee: Ve have no list,

LOVELL: May I mske & suggestion? It seems to me that the DCL could call
for such a report, and that might result in it actually being rqquii'ed to plan sach
& program, and that would offer an opportunity then for some coordination.

KcKEEs Such a request was mede some time badt, and 1 am rather surprised to
hear that the Army has not been sending you the list, because we agreed to do so.
That is somsthing I will look into, 25X1A |

BABBITT: Yes, the request was made some time ago, _ do you recall
the approximate date of that? I am not sure how formal it was, OCertainly we re-

queated it from ORE,

25X1A I don't recall the date., It was approximately fifteen months ago.
CHILDS: The only one I saw was two years ago. It started before I got here,
BABBITT: I don't think it was ever followed up formally and officially.
25X1A CHILDS: That was to find out what they were doing at the time,

- %We did get some sort of & summary report from Alr for a perioed of
time. That stopped about aix months ago, 1 bellsve, |

25X1A - 1t was gomething like six months ago. ‘
About six months ago the Air reports atopped coming to us.

BABBITT: Poasibly we could revive the issue by asking the Director to make
another req#eat on the agenciss, It is just that sort of thing for which I am
exploring arourd. That is, whether these things exist and we are not getting
them, or whethar you Idon't have them, and "whether you would find difficulties in
producing them,

LOVELLY We would have difficalty in doing it, all right. If you can tell
me what we have to do for the next 3O days, I would be most grateful, because
then we could do some planning.

BABBITTs Obwiously you can not £ill up your schedule tight on any plan,
because we all have to leave & good deal of leeway for the day to day spot requests.

LOVELL: Even an agency like JIG, which is a pretty cut and dried proposition,
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which should know, comes thpough with these thmgi which very often happen on &
aouple of days notlce,

BABEITT: Yes, they are particularly at the mercy of the planners over there,
who land on them with no warning at all, &s I know, and then they pass it on, and
we all suddenly get & three week's project to turn out in forty-eipht hours. That,
obvioasly,can not be cured by anything which this conference osn do, although the
situation certeinly has been called to tne attention of the planners before now,
bat without any partiowlarly noticeable resulta, '

LOVELL: As another approach to the problem, instead of getting a project
production system -= how about getting a report on what has been done for the
last 30 days and analysing that report inter-agency wigse to see what can be done
to save labor in that fashion?

BABBITT: That at least would be a help. Bat the maln point is %o try to get
some planning into the future, so that each of us will know what the othars are
doing, and if & request doss come in for project 'A', we will know before we start
anybody in on it if Alr or Argy or Navy or State has alresdy got & project some-
thing like that, or on the general subject on the board, and a conference can be
oalled to see just how far it goes. We can see if, by any chance, toe project
will £i11 ocur own requirement, or to what extent it will.

EVANS: The CIR veport, which does mot deserve to stand alone, I must confeas
is woefully incomplete. It snows the past montn's work and & promise of Wit we
think we are going to do. In other words, what we have under way on the £irst of
the month, Tne fact that it may be interrupted half an hour later is understood.
But it is &t least & liok and & promiss toward the futurs, and it is inddspensable
for planning, It is an indispensable item. 1 think even the summary of what has
gons by would be important,

On the two parts to the thoughts you put out: OUne is the desirability of
1ists, and our confidence in the use of lists is shown by the fact that we have
one., On the other hand, 1 think the thouzht you had that no list will do the
job completely is fully fifty percent the problem, snd it seems to me that this
issue that is raised in point 1. possibly relates to point 2. where we get to
the "woriking-level® coordination with anmlysts. But I don't think that the full
and efficient exchange of information could ever ocour on the basis of paper work,
I don't think it cany I don't think it should; I don't think it will., énd 1 feel
very strongly that we should possibly spend a few minutes on the juestion of how,
on the initiatlion of the projects, eepecially in the CIA wnich has the coordinating

HRE]
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responsibility, a process of permanent exchange of information can be developed --
the most rapid possible permanent exchange of information on proposed programs.
/ I think there 1s a eertah;x vagueness of wording in our SOP, but the intent,
\ it soems to me, is quite plain when you lock at point b, under Namber 3, {pc1 3/1),
:tm.‘. that is that there will be consultation with the departments in the course of
%initiﬂ.ting & report =- not when the thing is initimted and under way and is &
;‘ fixed and firm thing, but at the beginningt Why is it under way? that 1s it
; intended for? 4And that is the kind of information on which we can work 0
] cooperate with the CIA, which is our aspect of the coordination. And I don't
/| think that until we get more running sbout of people =~ as somebody coming to
me some day and saying, ‘?ie are thinking of doing this, What have you got? What
are you doing? Vnat can be contributed to this thing?' Before we decide the thing
can be done we cught to know what is being done, and we won't get it out of liats,
Thers is no conceivable system, except the teletype, for instant transmitting
around, and we don't have that. It I don't think even that would be satisfactory,
but I think there has to be & great deal of running around. OCoordination is one
word, Coordination is running around, I don't know any other meaning to it. And
it scems to me that that element in the thing, at the moment, is the one that so
far as cur experience goes 1is lacking; |
BABEITT: That is it exaotly. The question is divided into two things. What
I meant by the inadequacles of our present means -- ag you know, We tried various
systems for spreading the word, so to speak, when we get a request. There is one
factor which has always bothered us, and that is the factor of time. Unquesticnably,
running around is the way to do it. That takes two things: people and time. and
gome times we don't have either, and sometimes we have one, and sometines we have
the other,
LOVELL: That would be our principal objection. We don't have the pecple.
Ve are turning ocut Staff Intelligence with just a little nandful of people, and
to try to run around and coordinate, and get improvement in our work, is literally
impossible because of the pressure of production that 1s on um to satdisfy our
departmental requirements.
EVANS: I would answaer that by saying that we have a grest pressure of tims
and pecple, but we would not dream of doing a doing project wnloh involves a minor
element of coordination, without ssking you for advice, Without coming to you. Ve
do that with Sam (McKee) Sam does that with us. With the well known straightcned.
T/0's, nevertheless we do that kind of coordination. It occurs to me that coor-

dination being the functicn of ClA, we must start with the format, (we have great
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respect for the resources of CIA) and time is the incscapable factor., The use
of the personnel that we send at the end, who take the time and get into their
cars and go somewhere, and discuss the paper, and then they find they have to
go and see the pecpls involved anyway., I think that conversations at the beginning
of 8 project would go far towards soclving & great many of the problems that arise
at the early stages, That is¢ my firm conviction., It is lack of agreement on the
basie principles on which the project is going to rest that causes a great deal
of the trouble in the text later.

LOVELL: Hee CIA ever considered the possibililty of utilizing the project
syetem of teams? That is a system developed by the Army during the war as a
means of aveiding departmentalisation, which is what we are talking about now ~=-
putting people on project teams to answer specific problems, It was an Intelligence
task foroe. People were celled together to solve the problem, and the sllocation
of work was made by the chairman, and you got the men and the facilities of the
participating branches into the thing right away, A person from the branch brought
all of the material with hiﬁ and participated to the point whers you wrote draft
paragrapns., If that could be done on an interdepartmental basis, and if CIA could
get & ooupld of comferences over in the Pentagon, where most of us are located, we
could participate directly in the projects with CIA,

BABBITI+ That is a very good theory., Again, the question of iime comes up.
Here I would iike to refer to some of the gentlémen who actiually hold these cone
ferences, It is exiraordinarily difficult to set up & full interdepartmental
conference at snort notice, un any subject, at any level. And when we gat these
requests, we don't always have tie time. In fact, we very frequently do not have
the time to do tnat., That ia wny, in most camses, we have adopted the procedure
of semiing out the paper, as usually we gel the requirement or t,he. reguest and
there is not a great desal of leeway in the terms of reference (that is not always
the case, but usually it is). So that we have adopted the procedure of getting
out a draft paper first, and calling the conference thereafter, so that there is
something concreis on the table when the conference meets, It 1s largely a question
of time, and of difficulty in assembling people at any one place,

EVANS: I think we will go astray if we get the concept of assembling people
too much in our minds, I think the heart of the whole dAfficulty is the draft.
I think we have touched & point which is very important in my mind., Ve seldom
undertake & reguest for another agenecy without going to them, The terms of
reference are set by the other agency, and the other agency is not always aware

of what they are not expszm ¢ are expert in the subject and we can tell them
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better than they know, what it 1s they want. I think the thought that we must
take the terss of reference when they come to us is & most dangerous moug;ht.. i
think that is one of the things that we find difficult, Here are the terns of
reference, and the draft is made up, and you can not then get. bne& to the root
of the matter, 1 think that it is absolutely vital that we get back to the root,
which is the requestor, and persuade him of the things he really is going to need
when the job is through, We have had more and more success on tﬁat, and it is an
indispensatle principle.

That goes bauk to the time which is spent at the and, instead of the work
being done before the first draft. I think the work should be done in the beginning;
doing it later does not save you time. It is a dangerocus procedurae, Hore is the
kind of thing we keep running up against: Our boys are mesting at 1l o'clock this
morning on A very rush thing, Time is of tie essence. It is an illustration in
this way =~ you people are Working away on a draft, and not until very late did
we discover the exact nature of this thing., And we had a draft, and we had already
been working on this protlem. Now there will be two drafts. Vhy?  Becauae there
was not & proper handling of the thing at a very early stage.

¥y plcture of it would be =~ 3if somebody would come over to us: 'This ias
our problem, This is mf'iz are going at it, ¥hat can you contribute? !ere
is a draft, and use it if you can.' That, it seeme to me in this instance would
have saved & tremendous amount of time. Inat iz going to happen not infrequently,
because the lists are never going to be able to tell exactly. Today is the Stn
of October, and we began that on the lst, I think, and our list was published on
the 0th of September, and this one that I speak of would rot be in it. And yet
there it ia -~ a perfectly good paper,

That is a perfeot iliustration, it seems to me, of the absolute necessity
for the analysts of ORE to come to talk to us about the things we are going to
undertake., In the Far Eastern area they do do that. In the other areas they don't
do that, '

DUNN: I might say that there is & good deal of friction as to who will sse
‘who.

EVANS: There are areas in ORE where there are analysts whe will not get
away from their desks and come to ses us. They tsll us so.

BABBIIT: There are two sides to it, We have a different story in ORE, and
I don't know who is right. The unquestioned fact is that there is friction, It
is spotty.
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BEVANS: The originator, or the ocoordinating people «—— 1 would be inclined
to recommend that the onus of the cocrdinating and the dashing about ia on them,

I think that would be & good principle, When we are the originator, we undertaice
the regponsibility. 1f somebody else is the originater, then it is up to them
to dash around the landscape and £ind out what the resources are.

BABBITT: I don't wmnt to have it understood Ly anyboedy that we are clalning
to be antiraly without blame or fault, or anything eolse, in this business. I.
quite realize that there are definite siortcmings in the matter. 1 think most
of thess difficulties do come down to personalitiss, because you cited the Far
East, ,

EYANS: Near East is the next best. Far Fast is perfect. They are ready
for the paperswhen they come. In Latin Americs, I donft know what they know,

In kestern Eurcpe, they know little., Far East iz the perfect proof of the way
it ought to wori, |

EABEI?T: Esstorn Europe has the 'Politburcf, which results in at least &
partial knowledge of what the others are doing., I am still not absolutely convinced,
Allan, that the calling of a oonference, or even the running around would acive
the problem, because whut we aré up against iz not just & question of going to VIR,
In most cases we have got to consult the Pentagon people too, That ﬁakea time,

EVANS: Do the pame pecple do both?

BABBITT: As a rule. It may or may not be the same ones.

LOVELL: We have more interviews with CIA than with any other agency.

MoKEE: This kind of spontansous cocrdination at the working level thet you
are talking about is essential, and in the long run it saves & great desl of time,
and of course we just do it as a standing procedure with everybody, time permitting,
of course, that when we are tininking about a project we start running arcund and
talking to people at the working level, ami we have no difficulty with that at all,
It gecms to me that thet is the practice in most of the other agencies, except that
ogeasionally -~ I might say frequently, you have & CIA paper which would come
over as a draft and there haas been mo p:revioua intimation whatever that the paper
is oconing, or what will be the character of it., You were apeéking before of how
well it vorked with the Far East. There was & paper which came over not so long
ago on the Far Eaat, which came over as a finished draft. There was nc previoue
mtice, and it took weeks bafore everybody was satisfied with the paper. It was
pointed out at that time, that if there had been a meeting of the minds before the
writing of the draft had begun, & great many of tmﬁs diffioulties would have been
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avoldsd, Because if you are going to end up with certain conclusions, you point

the paper all through toward those eonclusioni; and if somebody violently objects
to some of the conclusions, the only thing you can do is just start again with a

new paper, or come up with & compromise which really satisfies no one.

LOVELLt I would like to commend the way that some ons in CIA came over
informally with a draft, and talked tc Army and Navy and Air, while the paper
was in the draft stage, absolutely informally. And our analyst went over and
called in an Air order of battle man, and they made the corrections in the draft
stage, while it wes stlll in the formulating process, witi the result that when
the paper came over to us for conference it was pretty clean from our standpoint,
The result was that when the paper finally went through, it went throagh with a
minimm of BMrp—sﬁooting.

BABBIITt There is no question about the desirability of the coordination 25X1A
starting at the very earljiest time., Our diffimlties are in schieving that, and
that is precisely the kind of thing I wanted to bring out at this meeting. -
have you anything teo contribute? After all s you are the people who mn' the
meohaniaﬁx here, '

25X1A - On the subject of the desirability of the coordination?
BABBLIT: The desirablility and the practicability,

25X1A _ The desirability has certainly been settled, I don't know about
the practicablility exactly, as a matter of really comparing papers and getting
tnen in, The case that Col, Lovell spoke of seemed to work out very well, but
in that case apparently your man had the time right then to look at the paper
and to discuss tie points, bBat there are alsc the times when the paper has to be
left there for & couple of weeks in an other agency "hﬂ25§f1 Aa being discussed.

LOVELL: A draft was sent over, and I think it was _who came over a
day or so later, and they got together, and in the meantime Weems*had had & chance
to consult our other people, and we got & chance to suggest some constructive
changes in it, so that when the first draft came out it already had cur views
in it, and our facts, '

BABEITTY To go back to your point of running arcund, Allan, Our people
have done that, and do do that in many cases, They po over and see the other
person, who is up to nis neck in something else, and who can not be expscted
to drop all of tne rest of his work for whet may be an hour, or an hour and a half
with a GIA anslyst, so we leave the paper over there for him to work on when he
has & chance, and very often that chance just does not come for & long time,

% Phonetic MET ‘ ‘
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EVANS: There agein you slready have a paper in existence, My analysts
are delighted to talk over the prospects of & paper that is of amy importance
at all, And I am perfectly certain that they will, If not, then I will isasue
instructions thai they do so == that they discuss with CIA analysts the prospects
of & paper, You have again introduced the draft,

BABBITTs I have, because it simply has not worked out that way, e have
not felt that we could go over and talk to your analysts about & project, or
anything else, It just does not work that way, You can not expect them to
drop everything,

EVANS: I expect them to,

BABBITT: They don't.

EVANS: Vorld sconomnie projects hit us from time to time, which have obvicusly
taken months to do, which We have never heard of before, It seems to me that
enybody who waa complaining would come to me, as a general overall world initiator,
and nobody hiss ever come to talk to me, except a certain few, on the initlation
of any large overall subjest, That is my o¥n personal experience in the case,

It iz not dons, I pointed that very sharply, as that seems to he to be 2 lack
that we should experiment with, and have not., ©Of course there are short ones, but
it is these great big things, especially in the Economlc ares -~ very large
sconomic reports which come and hit us out of the blue, with & short deadline,
They are thick, and have no footnotes. But the basie thing is that we have not
known about it from the besginning, , o

BABEITTt We have tried time and time again to do it, and 1 am quite frank =
I don't know the details of why we have been unable to get anywhere, And all I
can say 1s that we will try again.

EVANS: 1 suggest, as a specific recommendation of action, that we get who-
ever it im -~= the coordinating expert, or the planning expert -~ I don't care
vhat kind of an expert he is -~ to work with the DRF and your people in the Far
Esst and find out why it works there, and why the others do not. Let's have a
study of the operation that goes on =-- how & project that is initlated in the
Far East works so well, and does not in the others.

BABHITT: That ls & good concrete recommendation, we will follow that thraigh
certainly. Has anybody any comments on that -- why it works, and so on?

MOKEE: I would a;ay it is largely a spirit of ccoperation and willingnass
to talk over the problem with tie other people, And al‘sc, willingness to take
the time out,before plunging into the work itself, It is difficult to contact
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the other agencies, one after the other, but if there is thought of & particalar
project, to hold preliminary meetings for the parsons‘\mo are golng to draft it,
to pet some ides of what the othera are thinking about it, so he can take their
thoughts into consideration, 1t would save & great deal of disagreement when the
draft of itne paper is ready.

BABBITT: It would, obviously,

iicKEE: That should not itske more than an hour, If, foi instance, you ask
the agency to have some qualified person at this meeting to discuss this subject
for an hour, 1 think most of t;hem would provide such & person for you, hecause they
a1l recognise that it is better to do it tnat way, than to take literally days in
wrangling over a final draft of it.

LOVELL: It is time that is obviously not lost. If we could establish a
national intelligence project, I think it would cure all of these evils,

BABBITT: It would not cure all of them! But it comes back to the business
[} SN %e are working on that, by the way, Jack, Vhere is that

intelligence project by the Far East? Again the Far East! Vhat stage 1s it in?

25X1A

25X1A

I it is at the stage where & memo for the Director is in preparation.
This is the first time it will be presented to him, with recommendations for action
and sending around to the agencies for their interdepartmental coordination,

BABEITT: It is an Intelligence Production Flan, Ve are running a trisl
run on the Far East, but are in the course of working in other areas., On _that
line, Jack {Lovell), to try to get a general overall government intclligence
production plan, & traly coordinated production plan,

LOVELL: 7You are right that when you get & representative of the originator
of the project that lots of the fellows don't know what they went., They throw it
up against the wal and hope you will answer something, but they don't know what they
want. The next thing that happens is that they come back and want sometning along
another line, and your work 1ls daplicated, if not quedruplicated,

B [ think it night be brougnt ocut that there have been instances
of starting projects from nothing with a committee, particularly an &d hog
committee, that have not always produced very startlingly goo& results, They
still took up & great deal of time, and didn't bring up a very clearly agreed upon
paper, |

BADBITT: lHone of these methods and means are gzoing to be one hundred percent
perfect. There is no question about that,

# long range intelligence proJjects

SECRF?

Approved For Release 2000/09/11 : CIA-RDP67-000569A000400240002-9



Approved For Release 2000/09/13E@RE"1DP67-00059A000400240002-9

EVANS: I think there is & time for committess, and a time for other approaches
by other ways, If we can recognize tne principle here, tnat is all we can do at
this point =~ recognize tne principle that information on the initiation of
projects means information on & project, that & project will be initiated, and then
leave it up to our junior persons to find the ways and means of irplementing the
principle. %e can not go farther than tne principle here, |

HABBIT?: That will be initiated. i think we have practically covered Sumber 2.
on the agenda, l

EVANS: I might introduce for the record tnat our Biograpnical Information
people have a special fesling that they are relegated to the other end of the
paper pipeline, when they would very much welcome mach closer discussion of the
blograpnical reports thatl they require., They had a very special feeling that we
receive a lot of written requests, and they share my skepticism on written requests.

BABKITT: There is one point which I noted before, I would like to make the
point again that our main difficulty in the matter of getting together at an early
stage -~ or perhsps what i am thinking of is after the production of the draft w=-
but certainly there we nave run inio this question of prioritles, which ineidentally
underlies rost of our coordination troubles when you reslly snalygze it. Your people
are working for your chiefs == for the Intelligence chiefs of the department,
naturally. Ihey are busy. You have not ot enough people, They are going to
keep on working for them; it is their primary job. And when we come in with &

CIA project, it is very diffioult, and quite understandably (tnis is not a complaint
but & statement of fact), to get the ear of the analyst at the time when you mist
get it, provided you have a deadline, There is no priority to CIA productions
within the departments, siort of tae final, formal coordination meeting, And if

& kind word for the CIA analysts could be spoken to your people early in the game,
it would help our pecple to get into the habit of going over and trying to get it.

CHILDSs You can do that in your shop? (Remark made to Mr Evans. )

EVANS: TYes, our people would love to get in on the early atazes.

CHILDSs Would the rest of you do that too? Fass the vord tioat if they want
to take something over, to try and hold up for half an hour and talk with them,

BABFITT: Wnen we have the final coordination, all right, we expect the people
over, but by that time things have jeiled to a very considerable degree.

EVAKS: If they have agreed to the importance of the project, and cooperated
in it from the very beginning, then they are under & moral obligation to contimue.
The difficulty comes when we are hit by these terrific great drafta. One report
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that I have, the people spent 48 nours going over it -— & block of 48 hours

on a draft =-- because they had never scen it. It is not the information that
underlies it ~= and that is something we are going to meet resistance on. I
will try to overcome the resistance. Certainly, &ll of our people are instructed
to ‘givo you & uigh pricrity. 1t cen not always be the first priority =-- Dbut s
very high priority.

DUNN: That situation would not arise if there was coordination before the
draft was started. The analysts would not have a leg to stand on., But they say,
] never heard of this before, and here this thing is thrown at me in this finished
form.! That is the trouble we find, It is pretiy nerd for us to do mach on the
paper if we don't like 1% from the factaal or the deductive standpoint after it’
has all been jelled, '

BARBITT: 1 sse what you mean,

LOVELL: If we get in on the formlative stage and make suggestions as to
whst material should be included from which to make our deductions, I think ve
would be & hell of a lot happler. Lots of times these things are not obvious
on the face of them, in the paper, and of course We don't always have the basis
to determine, particularly on the political and economic lines.

EVANS: I tnink my contribution to this discussion, for you Ted (Eabbitt), is
that the complaints our analysts make are: 1 never saw this befors. This is a
big thing. 1t has come at me unexpecta&. How can I program for it?' That 1s
the basis, that I regard as somewhat anderstandable, of our resistance. Of course
we find some cantankerous people who we try to deal with on & perscnal basis,

BABBITT: We will certainly see if we can get a. study of the Far East situation,
If there is no further discussion, the next item is the matter of deadlines.

| ("3, ﬂeadlmes for comment and concurrence, Froblems of 146 agencies in

| meeting deadlines,)
1n most cases We can £1x deadlines sfter consultation with the agencies. 1n some
cases we can not. Vhen we get a deadline ziven to as, that is that. We simply
nave to work back from that -- when we have to have the draft, and so forth., Tnat
is quite understandable. It is also understandable,in those cases, that the agencies
nay na;m difficulty in geeting tne deadline, But the difficulty which 1 think we
should be able to iron out more is that of & deadline fixed in consultation with
the agencieé on something that is not an urgent formal production, giving & matter
of a month or two months for the production <~ and then having that deadline not

. -
SECREY
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net, Is there any way, or anything we can do to avoid that? Obviously, your
calefe are not particularly concerned with deadlines set by CIA, or anybody else
outside the agendy, but it happens so often that I am wondering whether there is
not some different procedure which we can adopt in the setting of deadlines to
make them & little more realistic, so that we can count on them,

LOVELL:s 1t seems to me, in our outfit, we are faced with a mass of deadlines,
Iney are all the same., %& get the hell akinned out of us if we miss any of theu,
On examination, some of them are important, and some of them &re not. Some of them
we could glve & week on without hurting anybody, 4nd in fact, in some cases, another
agency gjets an extension of say a week, and nobody elgse is informed, and everybody
fusses on one thing to get it in on the deadline, when the other week could have
been given. I think every effort should be made to give the working level all of
the time possible. ind again I point out that some deadlines are more important
than others, For example, the one this morning is an importent deadline that has
to be met, If some indication of the importance of the desdline cculd be given,
then vwe would know whether we have to work nights or not, because that is the
problem,

BABBITT: %hat I am referring to is not the case whers the deadline is the
overriding factor, but at times it will come where the deadiine is the controlling
factor, and you work np‘ to it and get in vwhat you have been able to do.

LOVELL: * There is no differentiation between that deadline and a planning
deadline when it hits our place,

BABBITT: Take this big paper we are doing for the Army, an ID request w-
Commmniast Tactics., Vie pot that lest spring, and the deadline was set originally
for some tige in August. That was postponed until 1 September, and then 15 September,
and then 1 October, and I understand that it is now 15 October, However, there is
no particular rush about that paper, as far as i knew, although at some point the
Army 1s oing to say, 'Listen, we are expecting to have this to use. How about it?!
And we have got to get it out some time, But, now those deadlines, I think, were
fixed after consultation, and yet they didn't stick, what is the answer?

DUNKs 1 think much of the deadline trouble goes back to the coordination
concept of the paper,

BABHITI: Tris was, moat thoroughly, It 1s white as the driven snow!

DUNNs  HMost of the trouble is that the analyst has an alibl becsuse he has
not xnown about it in the begilnning. He says, 'I have to take oy time on thig! -
particularly on the SR's,
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BABBITT: The SR's sre & problem in themselves, I anm hoping that they
won't last mach longer, as such, On thia particular paper, that was & definite,
fully coordinated at its inception «-- allocation of work was made with the
full kmowledge and consent of 811 - and still we don't get the paper.
| EVANS: The trouble is that it was not made with the knowlédge and concent
}of Joe 5talin! Some of the pecple, as have yours, have been on things relating

;’ft.o more impeitant things. The priority problem is with us all, internslly, ex-
ternally. My boss is most urgent that we meet their deadlines, but then there

/

}/‘ is always & loophole =~ providing you do something else, That is inevitable.
' Just as you have to do too. You have to pdstpona your papers sometimes too,

NeKEE: On the deadline for a pape:: that takes a long time to do, you re-
6onaidar t.ﬁe priority as time poes on,

BABBITT: I take it that there is not mich we can do about the deadline
problemn, I‘did want to bring it ap to see if we have been overlooking something,
or whether you wers posmibly able to improve that situation. It is certainly ‘
not one of our major problems, although it is one that is & source of congtant
shifting, with the irritations thnat go with them.

HcKEE: As Lovell cited, it would be very mich appreciated if the pecple
on the working Lavel/:;:ig as mich time as possible. Occasionally a project oomes
over, and what they gramble at is the very short deadline of & few days, and then
you find later that that project is still kicking around weeks later. And they
feel, 'If that time could have been taken on it, why could not we have been given
a little more time?!

BABBITITt Yes, that, I think would bring us very nicely into the next two
points, because we have found in our shop that the actual prodiction of a draft
is really the quickeat part of the whole problem, and thereafter, just cn the
mechanical end of it, you have the problem of reproduction, It may be stuck in
our printing place for far longer then it has taken the enslysts to work cut a
draft. That is one problenm,

Another thing is the question of concurrences - formal and otherwise,
After conferences a draft is produced, and sgreement is reached at the working
level. The amended drsft is then circulated for formal concurrences, or dissent,
or comment, and that is when we begin to bump into difficalties. Obvicusly, the
ideal sclution would be to have all of the Intelligence chiefs sitting around at
the coordination conference, and have them all initisl the paper, but of course,
anfortunately, they don't feel they have the time to spare for that sort of thing.
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They have other tnings to do, after all. But, the authority of the person who
attends the oonference to speak for his department -- and I don't mean finally -
to initial the goncurrence and to be scquainted with the genmeral thinking, at least,
of the Intelligence chief who is going to sign the concurrence or dissent, is a
factor which causes infinite difficulties and delays, 1s there anything that could
be done to increase the aathority of the representatives sc ihat they are represen-
tative of something other than themgelves and their cwn perscnal opinion as to the
validity or lack of validity of the paper? In other words, & coordination oonference
between people who do mot speak for their departments or agencies 1s & corplete
waste of time, Is there any way in which CIA can get arcund the table with the
pecple wio are going to tell the general or the admiral, 'Inis is valid in our
opinion, Wo recomsend conourrence, or we recommend dissent.' So that the time

of thet final conference or series of conferences =~ which very often happens ==
ii not & complete waste of time.

DUMNs I think that goes back to the question of deadlines also, bacause there
is & temptation to send some substitute to & meeting, because the person who really
knows is working on something else, There il always that temptation to send some-~
one to pinchehit == someone who doea not really kno® the problem, That happens
&t timeas,

BABBITT: is there any way to get arcund that? That is & waste of time,

DUMN: It is a question of desdlines —- saying, 'This gets first priority

hen it comes up, '

BARITI: Thet is & fact we have got to face. we have had a lot of trouble
recently. It seens to be inoreasing. Ve have had rumerous exanples recently of
getting complete agreement on a final draft at the working level, of all hands
eaying, 'This is fins,' There is one case 1 am thinking of == that China paper.
%e got two dissents thereafter —- one from the Air Force, and one from the Mavy -
whicn struck us &3 & complete surprise,

HAMNEL1 That was 727

BABBITT: That wes anotner one. Ihat had been goinz for & year, But we got
two dissents out of it, and cbvicusly there is something wrong with the machinery
if that ocan cccur. 7The people wip come from the agenclss, particularly Irom the
military, are not suthvfized to spesk finally for the Intelligence chief, Bat is
it too much to ask that they inform themselves,in some way or other, about the
general thinking of their chdif on this matter before they cone’

MoKFE: I can only spealt for the Amy, but in most inastances the personswo
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who attend the conference are the ones whoge opiniong could caryy practlcally the
final weight on that paper,

BABEITT: That is what we have noped for,

MOKEE: Onoe or twice they have contended that in the final revision of the

- draft ~- they will have & conferenge, and everybody will agree as to what the

25X1A

changes will be, and then when the final copy comes over for concurrence or dissent,
somsthing new is in it, and they sgy it has been changed in such a way that it gives
the subject & new plant, and that that is the basis for thelr dissent, I can not
give you a specific instance of that, but I have heerd them say that that is oo~
caslonally the case, And then a howl goes up that Army has agreed to this paper

in its final draft and then dissents on the final paper. Bat they say that some-
thing hag ecrept into the final paper which was not previously caisidered,

EVARS: I agree with nhim on that, ¥e have the same comment from our people,
One is the relationship of the final paper to what has been sgreed -- and editing
and re-~writing is & difficult thing, and everybody can understand that that will
happen, There are two aspects. On the other hand, we have this problem, which
probably relates to the problem in the Services, that most times we coordinate
our thinking within the department wlth other ‘gutnoritiea outside the Intelligence
ared; becsuse we sometimes consualt with paoplob in seelng whether this touches on
their interests, and so on., We try to do anything of that kind, to get any opinions
and suggestions, ahead of time, But there will be times occasionally when one can
gontrol ones own points tut in dealing with some other elements of the Department
we don't have quite the same freedom. That is ons reason. If you have more than
one element of & Department involved, more than one element of your organization,
then you have a causs of possible subsequent disagreement, We may be told something
by scasbody cutside that we were not aware of before, which will scmewhat modify
the opinion. That, I taink, are the two aspects of this problem, and it involves
being more careful within your own department before you come tc the meeting, And
it involves great care in re-drafting after the meeting,

DUNH: There is also one little angle that our analyats complain about —-
there are not many cases, but I can cite one that I know =-- where the changes
have been agreed upon, and then when the final draft comes over that change has
not been made, and that csuses s lot of trouble, It may be an honest misundeprstand-
ing of what was agreed upon, md no minates of the meeting being kept, and it is
& quesation of a difference of opinion, That happened in the SR for Portugal.

- You will remember that it was seven weeks after the meeting that

that was made, ¥p are going to try to record that., There was certainly no intention
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of changing anything, ¥e go out of our way to let everybody know what we do,
BABBITT: That is the exception, It is obvicus that if the paper wihich
comes around after the meeting does not represent sccurately what was sgreed
upon, that the fault is right hers in ORE.
DUNH:  That complaint bas been made a mumber of times,
BABEITT: Beyond that is the fact that in your case the Ueographic desks
get a crack at it later, and in the case of the Service Agencles the chief is
the man who injects the policy, if any, into it, And what I am trying to explore .
is the possibility of a more intimate knowledge on tne part of the agency repre-
sentatives, of the thinking of the people who will eventually pass on this, becsuse
otherwise, shat good is &all of this time spent in conferences? It does not reach
the level at which the decision is going to be made. Is there any way in which
we could cut dpnn the distance between the coordinsting representative and the
£inal authority?
HOMKEL: That might vary within each organization, In OHI we have the so-
eslled staff, of whioch I am a member, and we get all of the OREfs and SR's in
our office and we sent them to the various geographic desks. That is where the
eoordination beging «- right in cur staff, I know that the Fer East Section
has close coopdination with our Far Esst Seoctlon, but 1 have never seen anyone
from the Far East Section from CIA in our staff office. There have been other
menbers of CIA come over on various larger projects.
'BABBITT: Is that our fault?
HOMMEL: Bo,
BABEITT: Are we applying to the wrong office originally?
HoMMELt It might be better if you applied to our office, I think, We pass
on the recommendation that goes to the Admirsl, He may not take 1it, of course,
BABHITT: Tou are the people we want to get at, It is your opinion that
we mant arcund the tabls at the final draflt conferences ~== whose office is
that?
RM0IFLs  Captain Frost's office,
BABBLTT:1 Don't we normally go through his office? _
25X1A _ 1r Colonel Hommel is talking about pre-coordination, I don't t&ink
that has ever been thought of, They o to the people on the ares desks, Lf that
shm.ild be changed -
HBQMEL: 1 don't think we could be the eoordinators for the desks, because

the desk ls the one Who has the informatlon, but we are on the higher echelon
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and would like to know what is going on, and would like to know about the fact
that you are at the desks on some project, and perhaps whether we think the
Admiralts thinking could be injected in it, immediately., It might do away with
your coordination meeting -~ it might,

BABBITT: I think thst would have to be mnﬂg@ued anyway, It seems to me
that this would indicate that & series of individual conferences with the agencies
might be get up to see in what way we can improve this process. Do you think that
wuld be & good idea?

MCKEE: I think that would be an excellent ides.

BABBLTI: In the past we have run into some probleme in ID, 1 remember one
famous paper on Oreece that got completely revarsed, much to the astonishment even
of your analystis. |

MCZEE: You do run into personnel situations which are difficult to handle
in any organization, but normally, as 1 said befors, we try to have the person
who represents 1D be the one who attends « that is the one who usually shapes
iD'a opinions on such matters,

BABBITT: That is what we are after, What about the Air Porce setup on that?

BENJAMIN: Ve have taken this business of concurrences and dissents pretiy
mich to heart, end we are trying to work out 'aomathing now, within our own organis-
setion. I belleve that your suggestion of somebody over here contacting our azency
would help immensely on that,

BABBITT: Good, Will you set that up _ Ve
will find out about that, Certainly I tﬁink it looks as though individual co=
fersnces would be mich more productive than the general disscussion here, But it
is a problem which we have got to lick some way, because a coordinatlon meeting
where nobody represents anything or anybedy 1s no coordination meeting at all,
Probably & very pleasant and instructive session, but it is not getting us any
further in the coordination of the paper. As I said, the idesl would bé to have
the Admiral here, and the two Genersls, and the Director of CIA, but =

EVANS: On that, I think some times there is a little lapse in thes actual
writing of a dissent, with unfortunate results, bscause they are, of course, very
glogely drawn.

BABBITT: If we get it in time, The whole question of policy control of
Intelligence is one which again I don't think it is proper for this oonference
to take up, bWut which is bothering us. On the evaluation of ccordination

-1l -
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mestings (No, 5 on Agends), by which I mean the final conferences, the result
of which will bs the draft which is sent around for formal condurrence or dissent -
what is the opinion of the gentlgmen present about the value of those mnfererioes?
Could they be eliminated? Could the draft be ecirculated for return with written
comments, or is there a definite value in the conferences? Vs are inclined to
think that there is, and that they should be retained, not as optional but as
& reqaired part of the coordinatlon pracess.

EVANS: You are talking about the fingl conference,

written

'BABBITT: Yes. If,comnents are sent in, they may, or may not, be incorporated
in the text. Suppese they are., That would require a revision of the text, and
& re-circalation, with the consequent delays., V¥hereas around the conference table,
if the Air Force has & suggestion and a paragraph is modifisd in the presence of

. the other agencies, then the result is agreed on, or not, as the case may be, or
&t least it is known to &ll of the others, and it seems a mich better way of
handling the thing., Bat I would like your opinions on that.

MCKEE: The value varies, Some of them are considered very profitable,

Some of them -~ putting it bluntly -- are considered a waste of time., Frequently

' there are ones whers there is very little difference of opinion, They get together,
time is mnmimed, and afterwards there is & feeling of nothing having been accom-
plished, largely because nothing had to be accomplished. v ‘

BABBITT: Is there any way of being sure that that would be the case before
the conference would be called? In other words, would you be willing to let us
be the judge of the necessity of calling the final conference?

EVANS) Befors the final text comes out for congurrence? You would be willing
to do that? I think it would be entirely on your head, but I think it is a judge~
ment you could make,

BABBITT: If you put it in such an ominous way, I think we would call a
conference every time,

EVANS:1 I think you could judge out some of the papers, and decide, 'Va
will send the final draft out to the individuael agencles.!

BABEITT: As the directive now stands, we are required to call a conference,
- If there is a difference of opinion,
EVANSt Change it to 'a substantive difference of opinion.'
25X1A - The trouble is that we might try to make a judgment as to what
will happen -~ for instance, my offlce was informed & while ago that there was

~ 25X1A

positively no comment on & certain thing, that everything was in substential consort,

) a, o R0 -
!" L
Approved For Release 2000/%9’/ ’? CIA-RDP67-00059A000400240002-9



: - 9A000400240002-9
Approved For Release 2000/09/11 : ﬂ{mw 0005

and we sent it out, and sll of the comments came back, and ve had to have &

meseting anyway,

BABEITT: That happens if we :;:g;dga wrong.

25X1A - It 1s very hard to gueu right,

EVARS: 1, for one, am Willing to leave that,

BENJAMIN: Ve find the conferences very valusble, As Dr, YNcKee says, a
few are a waste of time, But even in the few taat we feel are & waste of time,
there is often some difference of opinion settled right there, I think a good
sxample 1s the SR - 20, on Uermany — & good example of where a conference
possible would help out, rather tnan sending it out in sections and doing comments

. on each sectlon, possible & conference on the whole thing could be held,
25X1A - We plan to have one,

DUWK: That is & case where the appendices came first,

BABBITI: The consensus of opinion seems to be that the conference has
sufficlent value to be retained, except in exceptional cases, And it would not
be taken amiss, if in certain cases we sent the paper around without calling the
conference. But that as a general thing the conference should be retained, I
&m inclined to agree with that, How would you feel if we left in the requirement
for a oonference, but did not expect the attendance of any agency which wae sabis-
fisd with the paper substantially as sent sround? If we did that, we would have
to add the corollary, I think, that no subsequent comment could be sent in unless
major changes were made - gubstantial changes, or something like that, Yould
any of you be willing to accept that, with tne understanding that if you don’t
show up at the gonference you would neither concur nor dissent, but simply have
no comment?

MEEE1 There is & risk there.

BABBITT: I am trying to get this in for papere which really do not concern
one or the other agency. ‘

MCXEE: There is a risk. You might be willing to accept the paper in its
present form, but if you stay away from the conference the paper aight be changed,
so that then when it comes in its final form it is not the one }au are willing to
agcept) whereas, if you think you have agreement all around, and that there is
very litile change that anybody is going to object to in its final form, then you
don't have the risk of the change being made at the conference not attended by some-
one, 1t seems to me mich better, if you think you have general agreement, to take
& ohance on the conference, with the understanding that we are committed to malke

. -a
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comments at all,

SECRET

] BABBITT: This was brought up, Allan, by the fact that your people rather
objected to some conferences on some papers recently,
DUNN: It varies, very often,
i BABEITT: 1 think we told them that we would have the conference, but 'we
/“ Are not going 1o send the sheriff over to get you', Bat, they came,
r EVANS: I think they should,
DUBN:  You will find many of these difficulties disappearing if you change
the procedure from the start,
EVANS: The conference is not much good if it does not have the power to change

—

the paper, and if the paper 1s going to be changed everybody had ought to be there,
BABELTIs On the agenda, Number 5. (b) and (e),
(5. Evaluation of soordination meetings,
(a) Snould they be optionsl?

EE

(b} Why is there still extensive editing in spite of previous
soordination?

{c) Why 15 there gometimes dissent in final concurrence although basic
differences appear to be reconciled at the weeting?) -

'Bxtensive editing' does not refer to our shop, but to the comments .

EVANS: There is & point that has been raised at & recent com‘erelnae,- (wnich
comes under the heading of (b) ), which I thought we might air briefly, and tnat
is the fact that people who come to the conferences from the department, who have
differmnt ideas, should bring those idess in formulated form, in writing, that
San be stuffed into the paper, Tais, presumably, 1s the working level -~ the
rewrite conference rather than the final concurrence conference, 2Zut our idea
‘s thet whoever it is that is actually doing the drafting takes the ideas and
contimies to do the drafiing, If that Principle is to bLe danged, I think we
might have & moments talk on that subject, This was stated as a very definite
principle of & very recent conference, It nappened to be a girl who came, and she
was told 'you are supposed to bring this all in writing -« drafted as a ontribution
to the draft', We are glad to make contributions under some circumstances, but I
think that is not the right one, The conference is held to bring 'paople's ideas
toget.hef, and the draft is changed, presamably, by the drafter,

BASBITT: Wss thet something particalar?

EVANS: It was on France,

25X1A" I think the general idea was that the comments as made seemed so

vague that they would be hard to incorporate in the text, That was wy understanding

SEGiEY
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. of it., The thought probably was that if her ideas had been written out, perhaps
they would have been more specific and easler tov handle.

EVANS:T There is no such general ‘prMciple then?

BABBITT: ¥o.

DUNN: The apalyst understood that that material should be rewritten so it
wpkd pa in final form. She got that idea,

_ I thirk she misundersicod,

BABBITT: Nobody has suggested that principle, to my knowledge.

EVANS: That clears that up, It is useful to mention these things to solve
the difficalties we do face from time to time,

BABEITT: Now, item 6 on the agenda,

#6, Considerations of the function of coordination,

(s) Distinction between corresctions due to differences in style or
personal taste and those due to differences on substantial matters.

(b) Definition of "substantial dissent,”

This is one on which we feel rather deeply at times -~ the distinection between
corrections due to differences in style or personal taste, and those due to
differsnoces on substantial matters, And the definition of "substantial dissent”.

Now one might take a minute to detail something which I do not think will
come as anytiing very new to any of you, but I would like to repeat it., That is,
that when we in ORE make up & draft, and 1t is submitted for conference, and
modified, and the final draft is sent out, it 1s after all, submitted to you as
a CIA pAper, It has been done in CIA by CIA analysts, And what they want %o
know is whethér or mot you find anything in that paper so &lien to the thoughts
of your chiefs that you can not concur in the conclusions, That is not limited
to the conclusions, but in that paper as written, That is really what we mean
by "substantial dissent”, It is very easy for the other analyst to look at the
paper and read it over, and tc say to himself, slther consciously or unconscidusly,
11 gould have done a much bsiter paper’'. Or,‘ 'This is not the paper we would have
put out, Therefore we will tell them how it should have been done.’' That is not
mich of an exaggeration. ¥e get a greal many comments which can be boiled down to
saying, 1We would have done this paper differently if we had been doing it in
our ahop,'! That may be true, that you could have done it better. That is still
not the question at issue,though, Is it so far off that you ca&n not say t;hat,
you oconecur in it? That is the ddea, Not this =~ Would you have preferred o
have the order shifted, or the emphasis a little different, or to bring in thils

matter, or to onit certain matters, It is a CIA paper., It is not an agency paper.
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1f that could be kept in mind more, I think a great deal of time, and certsinly
friction, could be avoided, We send these thing out, finally, for one of three
things: concurrence, concurrence with somment, or dissent. At that point we
are not asking for a criticism of the paper other than in those fundsmental ways.

And we get an smazing number of so~called dissents, in the first place, which
are not really "substential dissents". They are expressions of thoughts on now
the paper might have been written otherwise, To say nothing of the still all too
comuon submission of concurrences 'subject to the following comnments.' The
conditional conourrence:, which is no good, because look at what we would have ,
to do ~- Aif we accepted your conments, and they were incd:porated into the paper,
ws would then have a different paper which again would have to be circulated, and
somebody else concurring in the first paper might not like thle sdditions,

EVANS: You get such & comment at the final stage?

BABBITT: At the final atage.

DUNNs That is never sent over as far as we are concerned, in an official
My -- sent over informslily? .

BABBITT: I beg your pardon «-- with the signatures of Major Generals and
Bear Admirals -- exactly in that way. ‘Conour subject to the followlng,*'

 MCOKEE: The Army does that?

BABEITT: I don't think the Army. I was thinking of General Cabell, and _
¥cDonald before him, |

MCKEE: A dissent has to run & really severe gauntlet, 4 conourrence can
#14p cut much more easily, and so can comments. There is a feeling that & dissent
should only be based upon disagreement on some major matter of fact or opinion
which seems to be contrary to the interest of the Army, In other words, it is
posgible for us to conour in & psper and &t the same time tairk it is & perfecily
terrible paper,

BABBITT: That 1s right. It should e,

BVANS: I pass over the interesting question of: %, if the psper could
be written better in another agency that it is not. Thet is for nigher authoritiss
to discuss, But We too sympathise very deeply with the CIA situation, and we too,
as in the Army, check our dissents very carefully. You mey not-always think so,
but we do. Let me put the other side -~ B8gain not as a criticiam, but to present
the facts of the matter. The anslysts are constantly coming to me and saying,
"What does & concarrence mean? It meana that we become partly responsible for

-2l -
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this paper.’

BABEITTs Mol

EVANS: Fo? You can not esocape that,

BABBITT: I deny that.

DUNNs The pollay people in State thing so.

BABSITT: It is CIA's paper. You are not responsible for it. If you concur,
you see in it nothing which gongravenes the éanclnsior'm vwhioh you might have
given.

EVANS: Ve concur in something, which is read by our policy people in the
State Department, and they say, "You agree with that statement!”

BABBITT: Your policy officers?

EVANS: Yes, that is where the paper goes, Out comes a CIA i:aper that does
not agres, and they say, 'Look, you come and say this, and now comes a CIA paper'
........u..............*( Panamanian paper)

&Bﬁlﬁ: I would think that calls for & dissent,

MOKBE: If it geems to be something of major importance. If it is jJust a
trivisl, you probably would not dissent on it, and of course you have to declide
vhether it is & trivial or a matter of importance, Of course the Patagonian
desk might think it is a matter of importance,

BABBITT: That is all right; then that ias a didaent,

DUNH: Concurrence 1s not defined. If you had & statement on concurrence -
very few readers know what it means, They read & lot more into it.

BABEITT: Let's take a shot &t getting an sgreed definition of concurrence,

DUNN: A aspecialist in a certain thing mignt say the paper 1s very ameteurish
and should not nave been put out at 811, and yet they feel they have to concur
on it, Another analyst might have a more sympathetic view,

BABBITT: I dun“t think that is grounds for dissent.

DUNN1  That is what you are up against,

BABEITT: I think it perfectly possible for you all to concur in a CIA paper
whieh you regsrd as lousy, but which does not contravene any conclusions or
opinions,

DUNN: I believe if you will put & definition of 'concurrence' in the paper
you will get around that,

EVANS: Maybe we shtiould concur only in the conclusions of these papers.

DUNNs Nobody knows what it mesns; everybody reads something different into it,

¥ Could not understand speaker = 25 =
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HXEE; I think what you concur in are the facts of the opinions in the paper.
If you don't, then you have grounds for substantlal dissent, If you think the
faots, or the reasoning is wrong, you have reason for dissent,
25X1A I 7oere 1 a definition in DCI/2.
DUNN: But mot in each paper.
EVANS: It is known only to us, and not to th? readers,
BABBITT: I don't think this is & good one. (One in DCI)

B :: - e ofricial one,

BABBLTI: “When there is no disagreement with the paper, and nc comments
folt to be of sufficient Importance for formal submission, a
simple concurrence should be returned. Such a statement may
be limited to the aspects of the paper pertinent to the specilal
interesta of the Intelligence organiszations concerned®,

25X1A

That is the definitlon, I think there is a great deal of logic to the idee that
the Navy should dissent on navel matters rather than on political or economic,
and so on; and that State should not dissent on purely military matters on which
the military agencles are in cmcurrencs,

EYANS: Have we had trouble on that?

BABBITT: On one,

EVANS: That has been s minor csuse for trouble?

BABBITT: TYes, but it is there. A4s a metter of fact, Navy, that is, Admiral
Inglis is very apt to dissent on political matters.

HOMMEL: We feel that we have an interest in the whole paper,

BABBITT: Tha.t is a point of vliew we don't share. It seems to me there is e
sartain amount of logic in reiatricting the departmen’oal commenta to the interests
of the department, |

MEEE: It ls awfully hard to separate political affairs. As you know, we
have & form in which we say that we are commenting only on the subjecta of interest
to the irmy, and therefore we usually shy away from the political and economie
matters, But oﬁce in & while we may spot somsthing which may seem to us to affeect
the Army and we will discuss it.

BABBITT:1 Certainly. Nobody could say that the political matters and the
economic matters do not ar;‘téct ';he Army or the Havy or tne Alr Force. They most
gsrtainly do,

BANJAMING If we can not resolve this definition of concurrence here, when
your representative comes around to the different agencies, particularly to ours,
that subject could be discussed along with the subject of the representatives who
come over here, I think that would be of value to us aléo.

SECkei- 2% -
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BABBITT: Certainly =-- an agreed definition, I don't think we need to
calll an ad hog com:ittee for the purpoae/gﬁfinibgﬁ Teoncurrence!,

EVANS: I hope not! | .

BABBIIT: Bﬁt we will see what we can get in the way of a new definltion.

BACKEE; Do you think,also,that that there should be no resentment by CIA
whatsoever, if there 1s & dissent? Some bf the analysta have gotﬁn the opinion
that CIA objeots stremiocusly to & dissent, |

BABBITT: e do not,

MCKEE: Ve feel that it is something like a minority opinion on a dlscusslon.
It 48 Just that the resder can take the dissent inﬂo consideration,

BABBITT: We do all we can to avoid dissents in the ccordination process. Ve
try to iron out the difficultiss and the differences on opinion, but most certainly
we are not going to succeed in every case. Ye have your opinion and you have yours,
and when those olash, most certainly thers should be a published atatement of
dissent. Where the irritetion comes in ORE is in these cases where agreement
has been achieved arournd the table, and tnen & week or so later comes an official
dissent, That most certainly annoys us, because we have done all that we can to
iron it out, but we have not gotten to the peopls who are msking the final
recommendation to the chief.

DUNN: How does it happen that in the case of the SR on Portugil, st the final
meeting cerisin changes were agreed upon, aecording to our analyst, and when the
{inn.l draft came over those changes had not been made? W®hile they agrsed &t the
the meeting, still they could not concar in the final draft,and they had consider-
atle trouble inl getting those chenges made. It took two or three days, on certain
very, very vital questions. C’hirigea had been made two or three places, and in
the Summery, where it was most inportant, the changes had not been made,

BABBITT: That would sound very much like a pure slip.

DUNN: That does not happen often,

25X1A. | it ves the matter of seven weeks, and one person's word against
another's, A paper was agreed to; that much was there, Now your analyst said
that something was agreed to that had not been done. Possibly she was right, tut
yit is possible that she misunderstood. 5he might have understcod that a change
was golng to be made that nobody else did,

BABBITT: It sounds like a misunderatanding, but it is certainly something
that should not have happened.

- 27 -
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I think the Portugsl case should be put down as & very exceptional
one, I happened to be chairman, and not all of the changss wers made verbatim.
Thers had been a previous conference with your member, and I think there must
have been some misunderstanding on some items that apparently had been agreed
upon and Were not put in the paper. But it certainly is mot a typical case.
Ordinerily at these meetings we make verbatim changes and record them, and we
are gure that everybody is in agreement, and after that vwe make no changes unless
we comminicate them to the agencies. The difficulty with the SR's is that they
are so voluminous that ordinarily we have not had meetlngs. In fact, the meeting
on Portugal was in itself an exceptlonsl procedure,

EVANS: I am quite sure that such cases are more emphasiged in their reper-
oussions than is justified by the number of occasions. It does not happen very
often.

1 think the concurrence thing is very, very difficult, Because of the phrasing,
it is difficalt to make & decision for a dissent on let's say a paper that comes
up aomtimaa, one of your economic papers, in which a ststement is made of the
sconomic prospects and it is based on immediate circumstances. There are some
reasons for thinking that any estimate of economic prospects are good for about
a month and are not muoh good after that., That is one theory on which some pecple
cperats, that any estimate of the petroleum situation is good for now, but not
for long, How, that is not made clear in the paper. Do we dissent dn that? If
used outaide of a certain context, a series of little things in whic;x we had agreed,
we might dissent, but if we say we don't agree with some of the facts, the first
think we get back is 'Wnat do you mean by this? ¥hat are the facts?' But, do
wa want to dissent on the basis of @ series of small things? If there is a great
issue of peace or war, you can write a wonderful dissent, or you had cughl o be
sble to concur. I don't mgree that dissent ehould be taken light-heartedly.

But, frankly, in the Intelligence network as & M-xole; I don't like the idea
of &anta. I think we should be able to agres in thé maximim misber of times.

%e don't have a final court of sppeal which says that this is the way the agency will
spesk, and so We are going to'have to dissent. I feel that the lesa dissents the
better, which is the resson we take grest care in them. There are many, many

shades of things thet arise in the kinds of papers produced which make the dissenting
procass & very difficult one,

BABBITT: I’é is & difficult one.

- 28 -
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EVANS: Under it lies an emotional sspect, I think, as much as anything —
the issue of what responsibility is involved in the concurrence., Obvicusly some
is involved, or else we would not do the darn thing., And then there ia the question
of now mach responsibility. That is the rock on which the whole thing keeps
orashing in my office., Uver and over again, '#hat does "substantial dissent® mean?'
And they say, '“e are responsible for this thing'. And + say, 'Only within certain
limits.' Then, "what is the 1limit? It does not say so in the paper.'’

MCEEE1 Would it be possible to work out & form which would take care of
mpny of these borderline cases? It is true that you have an idea which you feel
should accompany the paper, but 1is not covered, and the.n calls for a dissent, and
would 1t be possible, for instance, to request that an agencies particular comments,
not all of the comments, but some,accompany the paper so it would not be considered
& dissent? Ihet would not be comments on trivia -~ use of words, or organization
of materinl -~ but simply observations which the agency thinks are highly per-
tinent and that the reader of tne paper should take into consideration, There is
something very sweeping about a dissent,whioh you hesitate to make simply because
paragreph 7 is a litile bit off the beam and that you would like to point out
sertain things about it,

BABBITT: We have done that in formal footnotes,

MCKEE: You have®

BABBITT: Dut there are reproduction difficulties in that. Ihere again, the
timgwﬁen’o comes up, 1 think we have done it only twice,

- I think it was twice, One was carly in the game, where a long
disgent was published as a comment. Maybe twice since then,

BABHITTs I seem to remember some footnotes, tut I dmn 't remember the paper.

- It has been quite rare,

HOMMELs Often in printing a dissent you put it on the last page, +hy could
rot the comments that Dr, HoKee suggested be handled in the same fashion. Vould
that put too much of & load on the printer?

BABBITT: If we published all of the comments, We might get ourselves in for
a good bl there,

MOEEE: Oh yes, you would have to publish the comments very sparingly. Hut
thers are ccoaslons where the agencles have ideas they woull like to communicate
to the reader of the paper without dissenting., As, 'Here is & thought on the
subject whioh is impox;tant, and we would like to have it go along with the paper.'

-2 -
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BABBITT: ¥What we have tried to do with the comments was to incorporate as
mich as we thought we could into the text. But I think we certainly could not
undertaks to publish all the comments. There may be & middle ground.

MAGKEE: You might find at your coordination conference that one agendy
sontemplates a dissent bescause there are differences which can not be reconciled,
tat the agency would be perfedtly happy simply to have his idea put into the comments
without & dissent, It is that sort of thing which I have in mind instead of trying
to reach a compromise, which frequently is un;le;’irlblu. Simply leave the paper
untouched, and put tho/;{:z‘;on in 28 a comment, I was not auggesting that the
comments be published in their entirety. .

EVANS: The kind of thing I was referring to, whaéé'for our purposes we would
1ike to make clear our anderstanding of the usefulness of the paper. Yie feel we
would like to put in something that from our point of view we feel there is a
certain length of time that this would be true.

'BABBITT: 1 don't know how often any of the individual types of cases Would
COmB Up.

EYANS: I_f the paper tells the whole story in your opinion, this is a hard
one to handle. Por instance, you can not say, 'This paper is thin.' You might
feel the same way about ours. But we feel that we bear same. brant of the paper
when we participate,

BABBITT: Some, yes, but the question is vhere to draw the line.

I think this has besn an extremely valuable, though by no means definitive
confersnce, Thank you very mach for coming over. To summarize a bit: |

On points 1,and 2 to & certain extent, we will look into the detailed mechanlsm
and working methods of our respective Far East divisions, and see if something ocan
come up all around. Ve will come over and confer with each of you three (the
Miau) gentlemen or whoever you designate, on the question of who we should
sontact on the entire coordination procedure. And we will try to work up & new
and acceptable definition of 'concurrence'. |

CHILDS) That will have to go through the Standing Committee if you are going
%o change DCI/3 - 1, 2, and 3.

EVANS: We can talk about it before it gets there.

BABEITTs I hope 20}

e meeting adjourned at 1205.
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